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Mapping Equity and Diversity: from Counting to Culture Change 
 
Abstract 
This paper investigates the links between various approaches to managing equity and 
diversity and their effectiveness in changing the measures of inclusivity of women in 
organisations as a means of auditing and mapping managing diversity outcomes in 
Australia.  The authors argue that managing diversity is more than changing systems 
and counting numbers it is also about managing the substantive culture change required 
in order to achieve inclusivity particularly intercultural inclusivity.  Research in one 
sector of the education industry that investigated the competency skills required for 
culture change is offered as a model or guide for understanding and reflecting upon 
intercultural competency and its sequential development. 
Introduction 
The monitoring processes for measuring effectiveness of equity and diversity policies 
and programs are as diverse as the equity and diversity approaches undertaken in 
organisations and the variety of strategic requirements in organisations.  Research 
within the broad area of organisational effectiveness suggests that identifying multiple 
criteria is important as well as assessing the process(es) for achievement and the 
outcome(s), that is, both the means and the ends of achievement (Robbins and Barnwell 
2006).  In equity and diversity management identifying both the intent and the resulting 
strategic direction is an imperative in assessing the process for achievement yet 
determining organisational strategy in this area is difficult due to the multifarious nature 
of approaches used (French 2001; French and Strachan 2007).  Identifying the outcomes 
for equity and diversity management is also complicated, particularly in the short term 
as setting goals and targets linked to organisational strategy is often viewed as 
inappropriate for reasons ranging from apathy to social engineering.  The negative 
perspective of what was one early approach, „affirmative action‟ which included 
proactively changing employment demographics of disadvantaged groups through the 
use of quotas (never used in Australia), has biased the comprehensive use of goals and 
targets in this arena.  Further, collecting any outcomes based information is both time 
consuming and costly.   
This paper investigates the links between strategy and outcomes in managing equity and 
diversity with a view to understanding the issues and the indicators of effective diversity 
management and fair and inclusive workplaces.  It suggests that current strategies of 
counting the numbers of men and women and developing strategies to change the 
demographics in the workplace have not been effective.  Further it offers a model for 
changing the interaction among demographic groups rather than changing the numbers 
themselves as a means for achieving the goal of parity between groups in the workplace 
over and above mere numerical equality.  Traditionally, monitoring equity and diversity 
strategies and outcomes in Australia has been the prerogative of management for 
internal use related to achieving organisational objectives.  More recently it is required 
under legislation where organisations with employment numbers greater than 100, 
report to the Government on the numbers of men and women and their positions and 
pay levels.  The problems of accessing adequate data on organisational practices and 
employment outcomes in equity and diversity has meant that there is only a limited 
amount of research that links outcomes with organisational approaches (Konrad and 
Linnehan 1995; French 2001; French & Strachan 2007 & 2009.  
Auditing Australian Equity and Diversity Programs  
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The Equal Opportunity for Women in the Workplace Act 1999 identifies a specific 
process for developing an equal opportunity program and reporting annually to the 
Agency on the program and auditing its effectiveness.  The first step in developing a 
program is the requirement of organisations to maintain data relative to where the 
women and men are within the organisation, specifically on their roles, levels and types 
of employment, as well as their wages and salary scales.  This „workplace profile‟ 
provides the primary component of a diversity audit „snapshot‟ according to 
Gardenswartz and Rowe (1993), and provides organisations with a statistical baseline 
for analysis.   
Second, it is a legislative requirement that organisations analyse the issues for women in 
the workplace by consulting with employees or their representatives.  Currently 
however, it is not mandatory to report on the type of survey or discussion organisations 
have with their staff. While many organisations report positively on such discussions 
taking place, very few give detailed evidence of rigorous surveys or checklists utilised 
to ensure accuracy or reliability of such an exercise (French & Strachan 2007).  Some 
organisations in Australia report that this information is gathered via discussions with 
supervisors and managers with little recognition that such informal discussions may not 
afford the clearest, most revealing picture of the organisation.  Choosing the appropriate 
tools and focusing on the richest sources of information is also an important audit 
function in order to establish the most suitable questions and analysis of data for 
managing diversity to ensure accuracy and reliability (Gardenswartz & Rowe 1993).      
Third is the requirement that organisations prioritise the issues to be addressed and then 
identify and take appropriate action to address the issues prioritised.  These actions may 
form part of the organisations wider business or human resource strategies. The Act 
provides a „compliance cycle‟ throughout which actions may be spread to avoid an 
intense human resource commitment at one time of the year, and to integrate equal 
opportunity into ongoing business planning and strategic activities.    
Ultimately it is a requirement that any actions undertaken are reviewed to identify the 
effectiveness of the program.  In auditing for effectiveness, the Agency recommends 
organisations investigate what happened in their organisation as a result of any actions 
undertaken.   
The 1999 Act mandates that each EEO Progress Report utilise seven categories (or 
employment matters) for reporting the information in the organisation‟s EEO Program, 
namely, recruitment and selection; promotion and transfer; training and development; 
work organisation; conditions of employment; policies addressing sexual harassment; 
pregnancy and breastfeeding policies.  This data has some valuable features.  It provides 
information on jobs not occupations and these jobs are attached to the organisation 
rather than the individual, allowing us to link policies with employment outcomes for 
women in organisations overall in Australia.  This data is it enables us to pay „attention 
to organizations as units where gender…is enacted‟ (Robinson et al 2005: 7).   
To help organisations in their program development and the auditing of that program for 
reporting in each progress report the Agency (EOWA 2009) offers considerable 
assistance.  Numerous statistical packages are available on-line to review wages; 
recruitment and/or promotion statistics among others.  In addition a program of training 
and development for EEO and HR reporting officers within organisations is available 
on a voluntary basis while a mandatory program of review with report to each 
organisation‟s CEO and reporting officer for every progress report submitted is 
undertaken.  Numerous publications, many specific to different industries offer 
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benchmarking opportunities for organisations and an individual consulting service is 
available.     
EEO progress reports submitted by organisations to the Agency form a unique dataset 
which can be analysed in order to monitor equity and diversity strategies and policies in 
Australia and their effectiveness.  While the legislation and hence the organisational 
reports relate only to programs for women employees, there are issues discussed that 
have a wider impact, for example employees with childcare or eldercare responsibilities 
which are a feature of these organisational programs (French & Strachan 2009).  Other 
employee needs such as those from non-dominant cultural backgrounds and people with 
disabilities do not feature in these reports and may not even be considered in the 
organisation, although many employees fall into multiple group categories.  As with 
other large surveys of employment practices, EEO Progress Reports submitted to the 
Agency „rely on individuals whose responses are ascribed to the workplace or broader 
organization‟ (Millward, Marginson & Callus 1998: 143).  Despite the problems with 
the collection of the data, the reports provide a set of data over a period of several years 
from the (almost) total population of non-public sector organisations in Australia with 
more than one hundred employees.  Taken together these reports provide a map (though 
not a complete picture) of the parameters of programs and the breadth of policies 
undertaken.  Over 3,000 organisations with more than 100 employees report on a 
regular basis and most of these reports are publicly available.    
Despite legislation that applies uniformly to private organisations with more than 100 
employees, organisations develop policies to manage equity and diversity in different 
ways based on their perspective and their intention for addressing these issues and 
results are different.  French (2001) identified four approaches and the related intentions 
which underpin the actions taken by organisations to address equity and diversity issues 
and linked these to a range of different outcomes. The research involved analysis of 
1,961 equal opportunity progress reports based on their use of 11 factors for managing 
equity and diversity.  Later work developed this model further with the analysis of a 
further 300 industry specific progress reports (French & Strachan 2007 & 2009).  The 
four approaches identified for implementing program provide a meta model at a national 
level for understanding the developing and auditing of equity and diversity programs 
with a view to appreciating the links between means and ends.    
This analysis of reports has shown that organisations provided with broad guidelines in 
legislation, but left to their own devices, produce a diverse range of equity and diversity 
programs and also audit and value their achievements differently.  However the 
management driven plans do not necessarily deliver equity when judged by their ability 
to move women into senior positions or non-traditional work areas.  It may be that 
organisations are becoming representative of a broader range of employees but clearly 
this representation is not across all areas of the organisation and whether these 
employees are included throughout all aspects of organisational life is also questionable.  
The traditional approach to equity and diversity management involves no discernable 
diversity policies or programs within the organisation. Organisations following this 
approach refute that discrimination plays a role in workplace disparity between different 
employee groups and support maintaining a status quo with current different treatment 
of individuals in the workplace based on the choices made by individuals. „Diversity is 
not an issue here‟ is the popular catch cry with the argument that minority groups 
choose not to be involved and they need to make different educational and lifestyle 
choices in order to experience work the same as any majority group (French 2001). The 
intention is to ignore and avoid difference in the workplace and to excuse any inaction 
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by the organisations as understandable and excusable based on inability or 
inappropriateness.  
The outcomes for programs managed through this approach are limited because the 
status quo is paramount. There are no links to the quantitative measures for change in 
the status of women in these organisations, that is, no changes to the numbers of women 
in management, in non-traditional work areas, and no change in the classification of 
jobs undertaken by women, i.e. full-time, part-time, casual or contract work. Progress 
reports from organisations with this approach ignore any potential organisational 
contribution to equity and diversity including organisational structures or pay scales, 
and instead seek to concentrate on shifting responsibility away from the organisation 
(French and Strachan 2007) e.g. comments such as „90% of applicants to sales positions 
are female‟ provides an explanation for the lack of diversity in sales but no 
acknowledgement of job design, pay scales or advancement opportunities that may limit 
job prospects and opportunities. Other comments include „records show that all 
positions were advertised internally with recent middle management appointments from 
existing staff‟, indicating the potential for a lack of openness in recruitment 
opportunities particularly if middle management is staffed by a majority group. „There 
have been no instances of sex-based harassment reported during the past 12 months‟ but 
limited recognition that most cases of harassment are not reported. „Females fill most of 
the casual positions. Such positions attract predominantly females, as casual positions 
suit their needs‟ without recognition that flexibility may be a requirement that may not 
be addressed within full time employment in that organisation.     
An anti-discrimination approach, involves the use of carefully crafted policies and 
practices for treating all individuals equally or exactly the same. Organisations 
acknowledge the importance of the removal of discriminatory practices and processes in 
order to offer equal treatment based on human rights principles. „We treat people 
equally here‟ is the popular catchcry, and Mor Barak (2005: 218) recognises that 
organisations using this approach support the view that „diversity is a reality that is here 
to stay‟. The intention is to acknowledge past discrimination as unfair and to seek to 
provide redress through ensuring compliance with legislation specifically designed to 
eliminate direct and indirect expressions of unfair discrimination.  Legislation is used to 
provide an incentive through coercion by ensuring those who may have been 
disadvantaged in the past due to their membership of an out-group are now 
acknowledged and included (Thornton 1990; Ronalds 1991).   
The outcomes for programs managed through this approach are limited.  Equal 
treatment policies are predictors of increased numbers of women moving into top level 
management from middle management (French 2001).  However these policies are not a 
predictor for moving women into lower levels of management.  There are no links to 
other quantitative measures including the numbers of women in non traditional work 
and no change in the classification of jobs undertaken by women, that is full-time, part-
time, casual or contract work.  Comments in these reports include statements  such as 
„we treat all applicants the same‟, „our policy is to treat men and women equally‟ or 
„total new hires 52 – 24 female and 28 male‟ which indicate the intention of equal 
treatment, blind to individual difference (in this case gender difference).  The statement 
„Introduction of a Career Leaders Program (CLP) designed to develop individual high 
potential employees as a matter of priority.  8% of CLP participants are female. CLP 
participants are identified by HR and senior management and the criteria is non-gender 
biased therefore female employees have equal access to the CLP‟, provides a further 
example of comments taking this approach. It shows the intention to treat all persons the 
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same without acknowledgement that individuals experience opportunities both in life 
and work very differently and may require different treatment in order to achieve 
substantive equity.  No acknowledgement is made of the 92 per cent male participants 
identified by HR and Senior Management for the Leaders Program (French & Strachan 
2007).   
An equal opportunity approach acknowledges the importance of the removal of 
discriminatory practice as well as the adoption of special measures designed to assist 
members of disadvantaged groups through the strategic identification and 
implementation of appropriate policies and strategies.  It follows the overall use of the 
term „equal opportunity‟ and previously the term „affirmative action‟ in Australian 
legislation.  Equal Opportunity is identified as the „fair‟ thing to do, and according to 
Mor Barak (2005), „the right thing to do‟, and is a common belief in organisations that 
undertake this approach to managing equity and diversity.  The implication for action 
through the beliefs espoused within this approach is the implementation of measures to 
identify and eliminate systemic barriers for groups differing from the majority.  This 
requires research and analysis of past processes and identification of current 
discrimination. Positive steps are subsequently designed to assist members of 
disadvantaged groups by ensuring fair access to opportunities within the organisation.  
The result is different treatment of individuals encouraging equitable distribution of 
opportunity and hardship based on justice principles.   
Outcomes for programs managed through this approach incorporate proactive strategies 
and policy development designed to address specific issues in equity and diversity.  
Organisations realised significantly higher numbers of women managers throughout the 
organisation but particularly in gaining access to lower level management positions.  Of 
the four approaches it was the equal opportunity approach that was consistently the best 
predictor in the quantitative measures of increasing numbers of women managers, and 
women managers in various tiers of management.   French and Strachan (2007) 
identified reports with specific strategies such as apprenticeships or graduate programs 
for the recruitment of women or youth or Indigenous Australians as proactive in nature.  
Other examples offered in these reports include, „Parental leave Information Kit 
detailing entitlements and benefits for pregnant and potentially pregnant employees are 
distributed‟ and „we encourage women still predominantly employed in 
Clerical/Administrative category to apply for other positions advertised internally‟.   
A managing diversity approach acknowledges that custom and tradition resulting in 
bias and discrimination has played a role in the disparity between employment 
outcomes for some groups and supports neutral treatment of individuals based upon 
organisational requirements.  Here the underpinning intention is to utilise individual 
difference or diversity to gain competitive advantage for the business.  The maxim is 
„diversity makes good business sense‟ (Mor Barak 2005). While there is debate about 
exactly what constitutes policies and programs variously labelled „diversity‟ and 
„managing diversity‟ the term „diversity‟ incorporates elements of organisational 
change. In order to classify policies as a diversity approach, organisations needed to 
include elements of culture change within the organisation.  The category of diversity 
can extend on equal opportunity, seeking cultural and systems changes that address root 
causes of prejudice and develop the potential of every individual.  Proactive equal 
opportunity activities that include specific treatment to address the potential for 
disadvantage of workers or the different needs of workers not limited to gender and 
often including external intervention e.g. union advocacy, are examples of strategies.  
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Outcomes are limited and this approach is not a predictor of significant increases across 
any of the quantitative indicators of the status of women‟s employment (French 2001).  
French and Strachan (2007) identified reports undertaking this approach to equity and 
diversity management through comments such as: „All employees have opportunity to 
work either full-time part-time job share, flexible hours casual or on contact‟; „All 
positions are reviewed to see if flexible-working arrangements can be accommodated‟; 
„With core hours being between 7am - 7pm the majority of employees are able to keep 
their own hours‟; „All staff on maternity, paternity or paid parental leave have the 
option of dial in access to receive corporate communications via email‟.   
At the broadest level this typology identifies that different intentions in managing equity 
and diversity support different strategic approaches and these in turn affect different 
outcomes.  What is obvious however is that despite 25 years of legislation in equity and 
diversity management in Australia, research continues to show limited change within 
organisations, particularly regarding the national goals of equitable participation of 
people from recognised disadvantaged groups in the workplace such as Indigenous 
Australian employees, women in management, people from non-English speaking 
backgrounds, and people with a disability.  Effective equity and diversity management 
is more than merely identifying a strategy and implementing policies for systems 
change and measuring quantifiable outcomes as a means of auditing the effectiveness of 
the process.  It also requires a sophisticated understanding of organisational systems and 
policies as well as culture and change.  Yet this level of sophistication is not apparent in 
current auditing processes utilised within organisations.  Including substantive cultural 
change to build a competency for cultural exchange remains undeveloped and is not 
well implemented by organisations (Robinson & Dechant 1997).   
Managing Diversity for Inclusivity 
One sector that has reflected on the development of culture change and determining its 
effectiveness differently in managing diversity is higher education, specifically 
universities.  Over the past decade there has been an increased emphasis on 
internationalisation and globalisation in tertiary education and student mobility has 
become a global enterprise in this sector (Mestenhauser & Ellingboe 1998).  Mostly 
measures of internationalisation have been limited to numbers of enrolled international 
students and income generated through international student fees.  Yet, little had been 
achieved in capitalising on the potential this diverse student cohort provides in valuing 
inclusivity and changing attitudes.  The lack of interaction between domestic and 
international students had been described as one of the „most disturbing aspects of the 
internationalisation of higher education in Australia‟ (Volet and Ang 1998).  Almost 
half the Australian higher education student cohort reports no regular interaction with 
students different to themselves, despite the high representation of international students 
(AUSSE 2007).  Some institutions have made inroads through the informal curriculum. 
For example, the University of South Australia initiated structural changes to mentoring 
processes that have resulted in greater student appreciation of diversity.  Student 
mentors were established by pairing senior level domestic and international students to 
mentor groups of more junior level domestic and international students (Leask 2005). 
However, limiting such change to the non-compulsory informal curriculum will not 
achieve the same degree of changing attitudes to diversity that could occur if changes 
were also implemented in the compulsory formal curriculum.  
Both nationally and internationally businesses are seeking interculturally competent 
graduates. The Business Council of Australia and international accrediting bodies for 
business education incorporate intercultural competence in their desired graduate 
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attributes and in required accreditation standards for business schools (AACSB 2009; 
EQUIS 2009). The recent round of AUQA reviews in Australian universities has also 
prioritised internationalisation as a key area for review of standards and performance. 
At the same time, research over the past decade in Business faculties has pointed to the 
need to develop broad and deliberate institutional strategies and educational processes 
in learning teaching and social contexts (Volet and Ang, 1998; Leask 2005) and 
appropriate pedagogies to prepare all students for „an increasingly interconnected world 
where the demands of international business are likely to dominate their experience‟ 
(Cecez 2002).  
As business faculties seek to improve graduate capabilities as well as achieve 
international accreditation, there has been a growing interest in achieving a „cognitive 
shift regarding the nature of international knowledge‟ (Mestenhauser and Ellingboe 
1998: 34) and the ways in which curriculum can be designed to develop culturally 
competent graduates capable of functioning effectively in diverse workforces across 
global markets.  The Australian Learning and Teaching Council recently funded a study 
in four Australian universities seeking ways to embed the development of intercultural 
competence in business education.
2
 The project defined the development of intercultural 
competency as „a dynamic, ongoing, interactive self reflective learning process that 
transforms attitudes, skills and knowledge for effective communication and interaction 
across cultures and contexts‟ (Freeman et al 2009).   
Faced with the challenge of how to sequentially develop and measure learning outcomes 
in „intercultural competence‟, research has revealed a paucity of frameworks to guide 
the development of intercultural competence in educational settings.  The review 
canvassed areas related to intercultural competence that included cross cultural 
sensitivity (Greenholtz 2000; Bhawuk & Brislin 1992; Bennett 1993 & 1998; Chen 
1997); cross cultural competence (Baumann & Shelly 2006; Sercu 2004 & 2002; Sue 
2001; Byram 1997; Chen & Starosta 1996) and the development of cross cultural 
curriculum, courses and assessment (Emert & Pearson 2007; Crichton & Scarino 2007; 
Mahoney & Schamber 2004). A broad range of elements related to intercultural 
competence was identified but although some commonality was evident, there was no 
clear agreement about the range, definition of the „areas‟ that constituted cultural 
awareness, sensitivity or competence.  
The goal was to develop the scope and sequencing of learning experiences and 
assessment activities that could be embedded in curriculum to purposefully develop 
intercultural competence.  Drawing on Bloom‟s taxonomy (Bloom et al 1956; 
Krathwohl, Bloom & Masia 1964), on Bennett‟s model of intercultural sensitivity 
(Bennett 1998) and on Biggs‟ (1999) SOLO Taxonomy, a taxonomy was scoped as a 
guide to the sequential development of intercultural competence across the curriculum 
(Ridings et al 2008).  This taxonomy includes the three domain areas of knowledge, 
attitudes and skills typically identified in the literature (for example Sercu 2004; 
Alexander et al 2006) as being required in teaching and learning experiences and 
assessment of learning outcomes to achieve intercultural competence.  The taxonomy 
provides for development of intercultural competence within the three domains to occur 
at three levels: at the beginning through raising awareness of one‟s own and others‟ 
cultural foundations; at the intermediate through building understanding of how 
diversity influences interactions; and at the more advanced through developing 
autonomy in the ability to reflect and self-evaluate one‟s own interactions in varying 
cultural contexts (see figure 1).  
Figure 1: Taxonomy for Development of Intercultural Competence 




It is important to note that while the taxonomy appears to be represented in a linear way, 
development of intercultural competence is not a state that can be reached through 
achieving „autonomy‟.  The overlapping domains, levels and feedback loops are 
intended to convey an iterative process with fluidity across all domains and levels.  The 
taxonomy is not intended to convey that the state of „autonomy‟ can ever be fully 
attained.  Exposure to new cultural contexts may require an entirely new set of 
responses if the particular type and context of the intercultural interaction cannot be 
negotiated by drawing on previous experience.  It may be therefore that in certain more 
familiar cultural settings an individual can have achieved a certain degree of autonomy 
that may not necessarily be able to be applied in other less familiar settings.  
Although the taxonomy was initially developed for use in universities, its application 
and potential can extend well beyond this audience.  It guides the design of learning 
experiences and measurement of outcomes and goes well beyond many workplace 
training and workplace competency checklists that focus only on observable behaviours 
and skills.  Its significance for changing organisational culture for more effective 
inclusivity of different individuals lies in incorporating the „affective‟ domain to 
purposefully focus on challenging attitudes and values to diversity and inclusivity.  
Practitioners in equity and diversity management can identify and reflect upon learning 
activities used in organisational change programs to ask „which intercultural 
competency domain(s) and at what level does that activity or item best address?  Does 
it, or can it address more than one domain?‟(ALTC 2009).  Further, in seeking to extend 
current practice, practitioners may also enquire „how can the current activities in equity 
and diversity management and culture change utilised within this organisation be 
adapted to address all domains of knowledge, skills and attitudes?  How can an activity 
be implemented at another level to include more than merely awareness of intercultural 
issues, but also understanding and ultimately autonomy?‟ Looking forward, the 
taxonomy could also prove useful in assisting practitioners to develop scales that 
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others ’ norms, values, experiences  
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Analyses  
how diversity influences interaction  
(and how culture 
manifests itself in interaction) 
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in interactions in varying cultural contexts 
Attitudes 
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cultural settings and audiences 
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conditions of uncertainty, risk  
and change in professional  
business situations 
Applies 
basic skills or directions to  
routine tasks and interactions 






Ridings, Simpson,  Leask et al. 2008 
1 
Page | 9  
 
intelligence, and in providing opportunities to evaluate and validate particular 
approaches to intercultural development for their effectiveness in coverage of all the 
elements of the taxonomy (Ridings et al, 2008). 
Conclusion 
Transposing these learnings from universities to other organisational settings helps to 
point to the inadequacies of the measurement and auditing of diversity programs 
through systems analysis and numerical change alone, as the primary indicators of 
effective diversity management.  Changing the organisational mix to improve the 
percentage representation of minority groups will not by itself change attitudes or the 
organisational culture to one of „valuing diversity‟ or therefore to one of effective 
inclusivity.  A truly inclusive organisation needs to move beyond mere auditing of 
systems and the demographics within those systems.  Counting is simply not enough!   
Organisations need to ensure the intention in managing diversity and the strategic 
approach for its implementation are unified and that actions planned to address issues 
and barriers identified specific to an organisation include the recognition of the need for 
substantive culture change.  Ultimately professional development and training 
frameworks need to be structured and sequenced to achieve outcomes across the 
cognitive, affective and behavioural domains and beyond levels of merely awareness of 
intercultural issues specific to the organisation and an understanding of difference 
within the organisation and into autonomy where individuals assume responsibility for 
intercultural competency and continuous self development.  Without underpinning any 
increased diversity representation with a purposeful focus on increasing the intercultural 
competence of staff, effective management of diversity will be limited and the benefits 
to be gained from increasing the diversity of the workforce minimal.    
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